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MEMORANDUM FOR: Director of Persounel

Bmmett:

The Director has reviewed and returned
your memorandum dated 20 Ssprember 1965 on the Agency

Fitness Reporting System. No additional action is required
at this time.

STAT

EO/DD/S:VRT:hrm (8 Oct 65)
Distribution:
Orig - Adse
+~1 - DD/S Subject
1 - DD/S Chrono

13 October 1965
NOTE FOR THE RECORD:
Background material (DD/S 65-4445, w/Atts) was forwarded

to Deputy Director of Personnel in accordance with his phone
request to Mr.,
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INFORMATION [d
MR. WARFIELD

REGISTRY
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Executive Director
7D 59 HQS

Colonel White:

Attached is the memorandum on the Agency Fitness
Reporting System prepared by the Office of Personnel
which can be used as a briefiag paper or transmitted
to the Director. Questions of the value of the Fitness
Report are raised {n paragraphs 8.b. and 8.c. 1
would appreciate your comments on this memorandum:.

1 understand that you will set up an appointment with

the Director.
/ o4 764@

. Baanerman

Deputy Director for Support 7D-18 HQS[ |21 Sep 65 25)(.5

DD/S:RLB:fp
Dist:
O - Addressee w/O&1 of DD/S 65-4445
1 - DD/S chrono w/o att
- DD/S subject w/cc DD/S 65-4445

DD/S 65-4445 - Memo dtd 20 Sep 65 to DCI thru DDS and ExDir, subj:
Agency Fitness Reporting System
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MEMOBARDUM FOR: Director ol Centra. Intelligence

1 Deputy Director or Bupport
Executive Director-fogptroiler

BUBJECT ¢  Agency Fitness Reporting Bystem

1. This merorandum ig Iin respunse %o your request for a briering on the
Agency's Titness Reporting aysten.

2. The Fitness Beport Form (Tab A) is the tangible eviience and ‘ocal
point of the Agency's Pitness Reporiling system. Fowever, it is by no mcens the
sole or even the key element in the total Agenmay jregram of persomel ovelug-
tion and mansgement. The evaluation of persomnel is a continuing prodees.
Employees sre evaluated at leest ammually ﬁhreu;h the competitive progotion
systen, they are evaluated Jor rotation and reasssignnent, they are evdiusted
in connection with training courses. The responsibility of supervisors lor
the evaluation of personmel is repeantedly stated in our mguiatsam. or
exsamle:

X1 ' a. :I The (areer Berviees, states the following among the
responsibilities of the Heads of Carser Bervices:

"{2} Plamming the utilization and dovelopment of such inii-
viduale, including their training, assignaens, =otation and
advancement;

(3) Reviewing Fitness Reports...”

X1 B, Conduct and Diseipline, meiies each Deputy Bimt« ¥ or
Head of sn pendent Office respmuible for ensuring that "supe-visore
and others under his direction vhe have persunnel uansgesent responei-
X1 diities read] | Pronoting dood Rmployee Performnce and Conduct,”
and ior providing thesc ofiicials ‘guidance urd adviece vhen viclations
of Agency rules are reported to hia...”

X1 ¢. [ ], Manmgement o: Stars Permomiel, states that "Bugervisois
at all echelons are responsible {5r the proger utilization and contimiing
evaluation of persomnel assigned to thelr respective jurisdictioms. They
shall advise the Carear Bervice concerned, through appropriate chunnels,
when there is evidence thet an employee 1s misassigned.”’

3+ The purposes of the Agency's Fltness Reporting systes esbrace the
traditional purposes ol pervormance evaluntion -- appraising employeex to
detexrmine if they should be proroted, reapsigned, left in ; or Tired,
In addition, the Agency's mystenm procvides & mechanign for {(a) assuring zutual

it B udm'
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understanding between employee and supervisor of the specific dutles ¢{ =ech
job, (t) sasuring that the employee ils tels, et leart snmelly, of the auper-
visor'e evaluation of his performence vf esch of hisc mejor cuties end -7 hise
couposite effectiveness, end (c) proviciisg st leest somuelly o formal racord
of emmnents and suggestions of en enployee's current superviszcr regariiaz the
enployee's future training, hls nensgerial competence, end bic major etrongths
and wooknesses.

L. The present Pitness Report form hes beer evolved 1o serve tht Agency's
requirements for meking, recording, and ueing perronnel evaluations. It Ls the
seventh revision in s seriee vhich sterted in 1A%, In srriving et the .resent
fom, we heve sxrerimented with forms vhich were largely nerretive cogments,
pnd with forms vhich constituted g forved-cholce checkllist. Ve have vsadl e
two-part form in trying to compromise the "show-ro show” fseue. The current
form wee first issued in April 1:£2 anc represente the improvements suggasted
by our experience with eerlier farms. It is ilsportant to recognize tlat each
ravision of the form hes been the result of cereful study pot only by ataff
officers end techniclens but also by the Agency's senlor officials.

5. A discussion of the fora itgelf miet stert with the policy statoment
in[ ]a{l) (Tcb B): "fhe coutinucgs evalustion of the verformerca of
employees Ly their suvervieors iz gn sesential element of the Agency't personvel
menggenent program. The results of such evaluetion for ataff employees and
staff sgents chell be recorced st leasi cnce sacl year.” (underlining added).
Further, the Dirsctions for Completing Form 45, Fltness Report (Teb C) begin
with "Yt le Orgenizetion polley to inform employees of the tffbctivanﬁ a of
their vork performence. Orgenizetion policy eleo requirss thet supertisors
record st least once eech yesr ilhelr opisions end evaluations of the vor: per-

ormance of employees under thelr Jurirdiction.” (underiining edded). The forum,
then, i to record sn evaluatlon vhich hes been reached during the reporting
period end whieh should have beeén & maiter of at lenst inforqsl discursion with
the employee from time to time Curing the reporting period.

6. ¥ow, s to the specifics of the form:

8. 5ae§§gg A ie geperel identiiying informetion sbout the ipdividusl
end his employment ststus snd indicetes the rurpose of the specific rating
{1.e., aonual, specinl, resseigmment, etec. ).

b. Sectlo provides for @ greded rating both of performenge of
specific duties snd of overzll or totel effectiveness, The listing of
gneciflc dutles for reting rovides an a@portunit for beoth emplyyes end
supervisar to reaffire in some detsil whet the ‘ob enteils. More inpor-
tant, 1t mesures discuzsion of the employee's performsnce of eacf alement
of the job. The reting of "Qverall Performence in Current Positicn”
erbraces conduct, work habits, and persongl traits influencing tle
employee's totel effectivencss. In aédition, & single oversll perfarmence
reting permite mechenical recordatien to provide stetisticel dete for
monitoring the applicetion of the evaluation s stem.

£
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¢. Section € iz & nsrretive stetenent which smplifies snd #x:ledns
the retings gfven in Ssction B to provide the best hesies for detemining
the future mensgement of the eniployea. t eglls for specific suguestions
for the improvement of wor: serforasice, lnvites recomuendations for
tratning end, where ajsropriste, calls for coments on forelign lansuare
competence gad effectiveness 1u menagerisl dalles, In sumasry, ¥his
section iz designed to give spacific cereer ruldence to the indivicdusl
gnd to the cereer menagement mocheailasns of tho Agency.

d. Bection D, in sliition to srovidiag Tor certifications by the en-
ployee an® supervisor, jresents to the revieving officiel (usuell s ihe
reting officer's immedlate supervisor) the osportuniiy snd the duly of
commenting on the rated employoe, the ratings given end on the rating
officer. Agaln cuoting from the Dirasctione, 'Reviewing officials e
responsible for mssuring that sll reporte mede by rating officiels under
their jurisdictlion sre consistont and reflect uniform stendards €7
reporting. Through the counseling and supervieion of rating officials,
reviaving cfficigle csn »ley s mejor role in improving the onergtion of
the Fitnesa Renort nrogran.

7. The Fitness Report form described above is used for ell emplerees 1in
gredes G8-13 ané below. Optionelly, er eveluaticn in memorancum form iar de
substituted for the form for employeer in grades §3«1h snd above. This sermite
& reting officer to avolid the constraints of tryinmg to force the broed and
unepecific duties of m senior officer into the formset of the form itself. It
is required however thet an evaluation in memorenfur form cheerve ithe bHasle
purpoges of the Fltness Report form, including & gecersl description ¢f dutles
and one definitive rating Jescribin: overall performance. It must also hear
the signsture of the rating officer, the reviewlng officiel, snd the ¢u:loyeec.

8. Having Jescribed the Agency's Pitnese Reporting sysiem, it 1 aspro-
priste thet some otservations snd sicerszents now be made es to its effective-
Neeg .

g. Iz the syctem uniformly underztood ee to purpcses agnd obleciives
and is it bvelng uniforely applled by Ageney supervieors? Our moft recent
stetistical anslysis of the ovarall performence retinge of Bll Agsnay
staff employees both et hesdquarters end in the field revesle & ligh
correletion of the distributioca oi retings cn the five noints of the
rating scele smong the rrincipsl Cereer Service groupinge (¥Febd D}. Where
significent Jdevistions appear, we believe there sre logicsl explgnations.
The similarity In reting petterns smong theee groupe indicates tlet
reting stendards sre being appllied with subetantisl uniformity. .

b. Are mesningful obeervatlone and recommencations being mafe for
the improvemsnt of the individusl's verformence end for subsequett cereer
menegenent declsions? This cusstion cannot be answered ctatistically.
However, the consensus eppeere to be that the narrstive vortion
(Section C) of the Pitnese Report dces give en accurate Jeseription of
the employee's perforsence ond potertial. It is rare thet these coments
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are brutelly frenk in indicetiag vesknesees -- sur’; comuents are more
often softensd or indicated in whet is Dot sald 4in the report. I nay
appear cynical to observe that there iz & pkill 2in reading and ipter-
preting Fitness Reports but the experiencec aser of these TePorts Soes
acoulre the abllity to "read botween the linen’ for orftioisms.

¢« The objective eavaluetion ¢f other perscns 1s at best & meot ALFSi-
cult taek. To be required to do eo and to eritigue & subordinete's ner-
formence and pergonal jualificoticns in & éocumented face-to-facg situetion
is a taek that supervizors Iind onerous end arbsrragsing. RBeny w11l avoid
the discomfort they suifer by -ating genercuszl; end by the use of chacure
and wishy-weshy phraseology. 'lo evoid deterloreticm of eny retin: vyston,
constent monitoring end ettentilon through the commend line is requisite.
In fect the more empharis and the hizher the level of evidenced ¢ocwmand
interezt and determination, the more useful end better the system will be.
If there are no signs of menegement's intere;t 1m the mechemism, “he orere-
ration of reports becomes routine anl redundant. There have been crisiic
ections to remind cuperviesors of the importaice of Fliness Report: end of
menegenent's lnterest and concern that the Reports be tlmely, ecqurete,

end ucq] he lpat formel insugace on these polnte wes Heedquarters
251X 1 Fotlice deted 10 October 1063 (Teb 2). However, this topia ves alsc
covere lu the serles of compuleory lectures on supervicion glvem tc gll

headouarters supervisors in 19064,

ds  There 1s nothing secrec. gbout the precent Fitness Report “orz.
As noted esrlier, It ir the seventa revisieon. Further changes could be
mede in concept, form, or scope. Howvever, our experience has bee: that
it takes two to three resrs Tor suparvisors Lo ecome accustomed o oa
nev form end Tor uniform standzxds o cvaluation to develop. Bech rew
form must evolve through e period of resintance to chenge and eduweation
of surervisors.
%+ Corollary to thie Lriefing on the present Azency Fitness Repoeting zye~
tem it is important to point out thet 1t ie but a smal) vert of the fu'l performs
ence evalustion in effect -~ both formal and informel. Perforasnce evrluetion
is informally inherent in every supervisoresubordinate dallyr working s:tuetion,
it occurs vepeatedly in connection 1ith the reviev of employeas for renssignment
consideration. This occurs nct only et the operating component level Lut nt the
Cereer Service mechanism level as well. It occurs aost cbjeptively epmi eriticell
in connectlion with Agency competitive prowotion »reetices. In summery end for tis
indefinite future I recomnend:

a. The continuation of the present Fltnees Reporting form ant eoncest.

ILLEGIB b. A forceful remewed expresaion of comignd intereet and intent with
~respect to effe¢tive supervisory ure of trhe Pitnesz Reporting systeam.

/s/ Emmett D FEi.w

Emett D. Hcehols
Il rector of Peraonnel

Attganmaater: A/S
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Distribution:
0 - Addressee
1 - ER
2’-— ‘DD

2 - D/Pers (1 w/held)
0D/Pers/EDEchols:hc (20 Sept 65)
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Mr . Bannerman:

We received a call from
Colonel White's office again to-
day regarding the DCI's interest
in a briefing on the Fitness Re-
port.

They asked that you arrange .
to brief the Director as soon as
possible and at least get your
name on the waiting list for an
appointment.

Shall I ask{ ‘ STAT

for a time?

fran
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